One Week to Open a 75 Room Motel Style QI Site 


Assumptions 


One week clock starts once the contract is signed — note that final contract approval can take weeks if not longer 
Initial opening for up to 20 rooms out of the 75, allowing further time for things likes repairs; supplies, furniture, 
and equipment purchases; additional staff hiring/onboarding 

Once you experience opening one site, you will likely be able to open additional sites in 48 hours 


Equipment and Supplies 


1. 


General - you can open a site with a minimum of equipment and supplies from a central warehouse, ordered on 
Amazon or purchased from local vendors — cardboard boxes with plastic liners can be use as trash cans, boxes 
can be opened and spread around for access while waiting for shelving and final unpacking, folding chairs will 
suffice until office chairs can be delivered 

Vendors can supply some standard supplies, e.g,. janitorial contract can include all cleaning equipment and 
supplies; linen contract can include storage bins 

IT - You can work with personal laptops and locally purchased printers until the IT team installs the network; the 
site itself may have a readily usable network 

Rental pods work well for both short- and long-term storage, where space is limited 

Some sites will benefit by adding a rental fence and/or privacy screen — this may take more than a few days, so 
orange traffic cones and a roving security patrol may be the quickest perimeter line in the meantime. 

Signage — Purchase exterior weatherproof signs, e.g., “Ambulance Only”, “Client Parking [with arrow]”, “Hotel 
Closed”, “Staff Parking”, etc. will be very useful, but in the short run, plain plastic sheets with indelible markers 
will work 

Suggested Equipment and Supplies — see “QI in a Box Inventory” in Cited Documents Section 


Local Government & Neighbors 


Site 


1. 


Fire and Police — Invite the local fire marshal and police captain to visit your site, giving them a full 
understanding of what you will be doing and allowing them to ask questions and let you know how to best 
interact with their staff. 

Let immediate neighbors know the basic information they will need to understand the new use of the site and 
not resort to rumors and speculation — get ahead of NIMBY 


Construction & /Repairs — Many facilities will need some construction work, whether legally required upgrades, 
repairs, or changes to allow different use of the rooms. Generally you can identify 20+ rooms in a 75 room 
facility that can be used “as-is” while the other rooms are upgraded, rotating room use to allow the construction 
team access as needed 


Office and Storage Space - Most leased sites will have rooms that are not suitable for clients that can be used 
for offices and storage; e.g., rooms with pool access, rooms exiting onto a balcony. Restaurant areas, particularly 
those without fixed furniture, make decent office spaces that allow multiple teams to work together, which can 
be very helpful, particularly in the first few hectic days/weeks/months, where information exchange is quick and 
easy 


Regulations — Regulations that apply to government run facilities and local regulations that are in arrears must 
be addressed, however, to facilitate early opening, it may be possible to get an extension/waiver as needed. Be 
sure to know what is required, to you don’t get an unexpected visit from another government office that may 
want to restrict or even shut down your activities until regulations are fulfilled. 


Room Setup for Clients 
a. Basic Design 
i. Beds 
1. Whatever beds are provided by the site, usually, one king or two queens or two full 


2. We purchased 4 rollaway beds to add capacity as needed 
ii. Bathrooms 
1. All rooms had bathrooms; a bonus was a site with some ADA bathrooms 
2. Some rooms were shower stall only, some had a bathtub with shower 
3. Small plastic waste basket 
iii. Bureau, TV with cable, small refrigerator, plastic waste basket, 1 or two bedside reading lights, 
mirror, and microwave in each room 
iv. Writing desk in some rooms 
v. Landline with at least access to front desk, if not outside dialing 
1. We provided an inexpensive cell phone by request 
1. Where to put clients 
vi. We identified the best rooms from ADA clients and for families and held them for those clients 
until we were full 
vii. Place sex offenders in rooms easily observed by security, away from families 
viii. Place clients needing extra mental health support in appropriate room, e.g., first floor, easily 
observed by security 
ix. Place clients needing extra medical support in appropriate rooms 
x. Place clients with restricted movement on first floor 
xi. Place clients with pets on first floor to facilitate walking their pet, particularly dogs; if possible, 
have a restricted area for dog walking - we provided pet food, litter boxes and litter as needed 
xii. Place parolees in rooms easily observed by security 


Staff 
1. Case Management 
a. 3x8or2x 12 hour shifts 
b. 2 per shift; at least one with significant background with people experiencing homelessness 
2. Clinical 

a. 12 hour shifts for all clinical staff 

b. 1charge nurse per shift 

c. 1-2 nurses per shift 

d. 1-2 nurses’ aids per shift 

e. 1 provider may be necessary — depends upon client health acuity 

f. 1mental health person may be necessary — depends upon client mental health acuity level 

3. Site Management 

a. 1-2 per shift 

b. 2or3x8 hour shifts 

c. Depending upon the location, clientele, and expectation from case management you may not need a 
midnight to 08:00 shift, particularly with a low client census 

Vendors 
1. Catering - Meals 

a. Unless there is a major disruption throughout the community, you should be able to schedule an initial 
delivery for 75 rooms with only 3-4 days to finalize contract 

b. We did not want to go into the business of running a restaurant, along with establishing a O/I site during 
a pandemic. Over time, we changes from small, local vendors to a regional vendor that had experience 
with large facilities and airlines. It was less expensive; provided a wider range of choices, including costs; 
and provided more consistency and better quality. 

c. Attimes, to support convenience and efficiency for our staff, we provided meals for staff. 

d. We provided a range of ~5 types of meals, to allow for special needs, including vegetarian, low sodium, 
diabetic, and kosher. We began with a much wider range of choices, but it was too complicated and we 
found that ~5 choices covered 98% of all clients. In the rare case where we needed something different, 
we purchased directly from the grocery store or a local restaurant. 

e. All meals were suitable to be eaten as is or after microwaving. After discovering how much work it took 
to receive, sort and deliver meals (along with requested additional items, such as a comb, toothbrush or 


extra water), we switched to delivering a full day’s meals in the morning to each room, where we 
provided a small hotel fridge and a microwave. The caterer provided plastic utensils and napkins for 
every meal. 

2. Catering — Snacks and Drinks 

a. Unless there is a major disruption throughout the community, you should be able to schedule an initial 
contract with a regional/national vendor with only 3-4 days to finalize contract 

b. Since 99% of what you will order will be shelf stable for months, you can place a substantial order for 
immediate delivery, adjusting quantities as needed on reorder. In the case of regional/national 
shortages, you may have greater success in purchasing what you need by placing multiple smaller orders 
than one large order 

c. Case management maintained a 24-hour line accessible by all clients from their rooms (with either a 
landline provided by the site or an inexpensive mobile phone provided on loan by site management) for 
ordering a variety of snacks, drinks, and harm reduction items. 

3. Janitorial 

a. Unless there is a major disruption throughout the community, you should be able to schedule an initial 
contract for 75 rooms with only 3-4 days to finalize contract 

b. We used a pre-approved janitorial company that had contracts around the county. We probably could 
have saved a significant amount of money by getting competitive bids; if not immediately due to the 
pressure of getting up and running, certainly within a month or two of opening (cleaning a room that 
had been occupied by a person who was positive for COVID-19 cost over 3x’s the cost of a non-positive 
room) 

c. Ifyou have a staggered opening, staring with some percentage of total rooms, you can schedule room 
cleaning on an as needed basis with 24 hours’ notice. Once your census rises, you will likely want to 
schedule a daily cleaning, giving the janitorial service 12+ hours’ notice of the number of rooms. 

d. We initially had the janitorial service sanitizing everything, however, as we understood the nature of 
COVID-19, we reduced the frequency and range of sanitizing based on the best available clinical 
information. 

4. Linen —Bed/Bath 

a. Unless there is a major disruption throughout the community, you should be able to schedule an initial 
delivery for 75 rooms with only 1-2 days to finalize contract 

b. Start with 2 scheduled weekly pickups and adjust based on volume. The first pickup can be scheduled for 
a week or more after the first delivery, as generally you don’t need to change bed/bath linens more than 
1/week 

5. Security 

a. Unless there is a major disruption throughout the community, you should be able to finalize a contract 
with a pre-approved vendor in 2-3 days 

b. 5-7 guards per shift depending upon site layout, including fixed and roving posts 

c. You need eyes on throughout the facility to avoid clients wandering around and unauthorized 
entrance/exit 

6. Waste/General 

a. Include in site lease 

b. Note that move-in generates an additional trash load for the first week or more, particularly packing 
materials; if construction is necessary, that will also create a significant additional load 

c. Start with 3 pickups per week and adjust as needed 

7. Waste/Hazardous 

a. Site management to work with clinical to determine what constitutes hazardous waste, including 
biological and chemical 

b. Janitorial staff will need training to understand the difference between the two types of waste 

c. BiO-waste services, where the provide the red bins and pickup, is very expensive; adjust as you know 
more about how to best handle your waste stream 


